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Introduction
Shinagh dairy farm is a Teagasc-led project demonstrating efficient spring milk production from pasture on a farm that was converted from a beef farm in 2010, with the first cows being milked in January 2011. The farm of 78 ha is owned by the four west Cork co-ops and was leased for 15 years by Shinagh Dairy Farm Ltd.  The Department of Agriculture, Food and the Marine provided the quota and the programme is supported by Carbery milk products. The main objectives of the project are to demonstrate the:
· financial viability of a stand-alone dairy farm,
· the profitability, cash flow and return on capital and equity from a start-up well-run pasture based spring milk production dairy farm, 
· the risks and risk management strategies  associated with the setting up of a new dairy farm

Performance to-date
The farm initially started with a herd of 1’st lactation heifers. These animals had low yields in the first two years with consequentially low output and low profit. However the fertility and survivability of these animals to-date has been excellent and as the herd matured the yields have increased significantly and the calving has become more compact giving more days in milk. A key management objective is to match the calving pattern to the supply of grass in spring to allow freshly calved cows to be fully fed on grass and concentrate in spring. As the calving pattern has got more compact each year, the start of calving has moved later to better match the supply of grass. 

Table 1. Physical & Financial performance of Shinagh farm
	 
	2013
	2014
	2015
	2016

	Cows milked (average)
	227
	215
	222
	225

	Stocking Rate (LU/ha)
	2.89
	2.79
	2.89
	2.91

	Grass Grown (t/DM/ha)
	12.4
	13.2
	15.6
	15.4

	Grass utilised (t/DM/ha)
	10.5
	10.8
	12.4 
	12.6

	Kg MS / cow
	354
	381
	 425
	398

	6 week calving
	78%
	79%
	93%
	96%

	Empty Rate
	9.60%
	8.20%
	 7.05
	8.73

	Mean Calving Date
	16-Feb
	11-Feb
	 16-Feb
	19-Feb

	Net Milk Price (€/kg/MS
	€5.35
	€5.25
	€4.25
	€3.99

	Cash made per cow
	€1082
	€1358
	€1167
	€672

	Cash made per hectare
	€3126
	€3789
	€3372
	€1954








Financial Performance
The financial performance of the farm is summarised in the line above in the table that shows the cash made per cow each year. This is the cash remaining per cow after all expenses are paid, except for the bank, labour and land rent. It is the amount per cow available to pay the labour (in a family farm the farm income), pay for the rent of the farm, and repay the bank both capital and interest. There is no Basic Payment figure included in this amount. The cash per hectare is a better criteria to look at as land is now the limiting factor rather than the number of cows or litres since the abolition of quota.

[bookmark: _GoBack]Lessons learned to date:
· Do a budget for the capital expenditure and update regularly as you progress.  This budget will give you financial discipline and ensure you stick to the essentials you need rather than the extra items everyone will attempt to sell you. You can spend on non-essentials later when you are making money and have your borrowings paid off.
· The stock are your most important investment. Buy them on the basis of EBI in as few groups as possible and preferably direct from farms. Spend money on testing the stock for as many diseases as is practical before their arrival on your farm. You can improve the roadways after much easier than correct mistakes made in purchasing stock
· High EBI stock deliver higher profits and high fertility gives higher farm output because more of the stock being sold off the farm as surplus stock that are in calf.
· Be extra conservative with your herd performance and financial figures in the initial years after start up. The herd will not do as well as you expect, and if you have budgeted conservatively, financially you will be able to cope with this.
· Devote time to creating a quarterly budget for each year, take each item of spending and decide on a realistic amount you will use and a realistic price, don’t just use generic figures. Monitor cash flow in the year against your budget and adjust spending to keep in line with your budget
· Set the correct strategic direction of the farm from the start. If the objective is a grass based system graze to correct residuals from the start. Prioritise the key profit drivers of weekly grass budgets, high submission rates, cow condition etc.
